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an in-depth analysis of critical processes. Feedback from more than 30 staff (representing international
and national staff in both research and administration) has been collected and synthesized. We expect
to present our findings and options for a modified, more efficient structure and support processes to all
staff and the BOT in April 2009.

Whether the concerns can be successfully addressed through structural modification depends on
people’s attitudes and the centre culture facilitating positive responses. At the same time, we do
recognize that the DDG-R is overloaded with tasks. We will consider how additional personnel in the
DDG-R office could reduce some of the load and pressure.

R11: INFRASTRUCTURE RENEWAL

The Panel recommends that IRRI prepare a comprehensive plan for the refurbishment and
redevelopment of its Los Baiios and other sites, and embark on a resource mobilization strategy which
includes the judicious use of the reserves, as well as a fundraising campaign to provide the additional
capital investment required.

We agree fully, and like some of the other recommendations, work on this has already started. This
really is an IRRI-wide initiative in the truest sense, with key roles allocated to many people. We have
already begun to approach a consortium of donors that might support refurbishment of the Institute’s
ageing infrastructure.

The judicious use of reserves does not really apply however to our infrastructure needs, since we know
that they are inadequate for the major items that will be needed over the coming decade. One could
argue that IRRI should be running surpluses in order to increase the reserves to partially finance the
major elements envisaged. However, this approach has been contentious in the past. IRRI has been
publicly criticized and financially penalized for having what were seen by some as excessive levels of
reserves.

IRRI’s fundraising initiative that targets philanthropy (primarily in Asia) is moving ahead but it is too early
to report progress.
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SCIENCE COUNCIL OF THE CGIAR

Science Council Commentary
on the Seventh External Program and Management Review (EPMR)
of the International Rice Research Institute (IRRI)

24 April 2009

The Science Council considered the Report of the 7t External Program and Management Review
(EPMR) of the International Rice Research Institute (IRRI) at its eleventh meeting (5C11) that was
held at CIP, Lima, Peru in March 2009. The review had been conducted between September 2008
and the 13* of February 2009. During the Meeting, Dr. Greg Edmeades, EPMR Panel Chair,
provided a summary of the written EPMR Report and its recommendations. Dr Robert Zeigler,
Director General IRRI, provided the Institute’s response to the Report and Dr Beth Woods, IRRI
Board Chair (present by telephone) provided additional comments including responding to the
Report’s recommendations on governance. The SC expressed its satisfaction with the Report as it
provided a thorough and readable review and analysis. The SC welcomes the constructive
response of the Institute to the Review process and its outcomes. Implementation of the good set
of recommendations is expected to help guide a successful Institute undergoing unprecedented
rapid expansion.

Summary of the report

The Report considers that IRRI is a strong, even flagship, Center of the CGIAR. The Panel had
been aware of the CGIAR change process as an important context variable but had approached
the review focused on what the Institute needed to do in rice research. The Panel found the
Institute to be well led and managed and that it had developed a good Strategic Plan with good
buy-in from staff and stakeholders. The Panel Chair noted therefore that the Panel’s eleven
recommendations were designed to make a good Institute even better. Five of the
recommendations relate to scientific approaches and capacity, and one each to the expansion to
Africa, management of country partnerships, the Program Committee of the Board, research
management, career paths and the renewal of infrastructure. The Report highlights management
issues which will be important as the Institute faces a period of substantial growth having
secured a number of new major grants and as it starts to implement a new approach towards
Africa.

IRRI had demonstrated several major scientific achievements - including the identification and
use of the submergence tolerance gene subl; it had developed improved linkages with CIMMYT
and produced very valuable insights into long term rice-wheat rotation systems; made important
strides in developing an entry program for work in Africa in conjunction with WARDA (the
Africa Rice Center); and was developing innovative approaches to engage with the private sector
in hybrid rice.

The Report noted that IRRI had a long history of working through networks. These networks and
consortia had been established originally to help transfer rice germplasm but there were
additional ways in which consortium arrangements between IRRI and its partners could be used
to advance the cause of rice research and development. One of the major scientific
recommendations in the Report described how IRRI, in partnership, might exploit GxE
interactions through multi-location testing and an improved database to guide the rice breeding



program. This was suggested to enhance efficacy, the current high levels of satisfaction expressed
by IRRI stakeholders with networks and the overall performance of the Institute
notwithstanding. However, formal impact assessment studies in the period of the review were
considered less strong and, more generally, social science research needed to be strengthened to
meet the overall needs of the Institute. The anticipated rapid growth in budget (and new project
staff), the change to increased proportions of large restricted project fund management, and the
formation of the appropriate relations with the strong emerging NARS like China and India were
all major challenges for the future. Similarly, the Report notes that IRRI is a mature Institute and
that some of the facilities require renewal. The Panel Chair noted that current CGIAR rules on
asset depreciation and reserves were inadequate to provide infrastructural renewal programs for
older Centers but the Panel is pleased to see that IRRI was also addressing this challenge.

Center response

IRRI thanked the EPMR Panel for a valuable report and expressed satisfaction with the process
by which it had been conducted, noting that the Institute had committed substantial time and
resources to the EPMR. A carefully reasoned response of the Institute’s Board and management
had been provided to the Report in which IRRI stated its agreement with the majority of the
recommendations. The major recommendation for more work on GxE interactions would be
important, especially in rainfed rice, and the Institute was working out how to approach this,
particularly with respect to determining the scale, intensity and costs. Similarly, and in response
to individual recommendations, the Director-General gave assurances that IRRI would increase
research on hybrid rice, evaluate steps to be taken in integrated pest management (IPM) — by
investing in a CCER in late 2009/early 2010 - and in reviewing requirements in social science (the
latter areas having suffered during an earlier era when IRRI was faced with budget cuts).
However, it was noted that each of these recommendations also requires the Institute to raise
additional resources. The anticipated growth discussed for 2009 resulting from the capture of
large project funds meant that, proportionately, IRRI’s unrestricted funding would reduce to 21%
of the total.

Similarly, the Institute agreed with the basis of the recommendation to make water an organizing
principle for its work. To an extent, IRRI believed it was doing this already, but the institute
agreed that it could do more in aligning the breeding work around this principle, a point also
identified by the CCER on biotechnology held just prior to the EPMR. IRRI acknowledged the
recommendation of the EPMR to enhance its strategy for managing country partnerships, and the
precise means by which IRRI would address this was already being considered by the institute.
In response to the Report's recommendation on the structure of research management, the
Institute agreed that matrix management had been useful for IRRI in the past but, with growth,
revised forms of research management should be considered. In relation to the recommendation
on the development of more transparent career paths at IRRI, the Director-General
acknowledged that, to date, IRRI had had a rather “clerical” approach to human resources
management. However, the institute has recently sought substantial external input in this area,
had employed new key staff and was currently completely revising and modernizing HR
management.

IRRI concurred with the recommendations on the Board Program Committee. On the question of
Board size, the IRRI Board Chair noted that IRRI valued and benefited from a Board Membership
that was required to deal with rice science, administration and financial matters provide regional
coverage and had common members with CIMMYT and to link with the Board of WARDA.



Assessment

The SC was pleased with the Report in all respects as it provided a thorough and readable review
and analysis. The good recommendations can help guide a successful Institute undergoing
unprecedented rapid expansion from total revenues of around $37m in 2008 to an anticipated
$61m in 2009. The SC noted that the Report had elicited a very thoughtful Institute response to
the main recommendations and also to the many suggestions in the body of the text. The SC
welcomes the constructive response of the Institute and looks forward to the active
implementation of the agreed recommendations. The SC is particularly pleased with the
establishment of an excellent working relationship with the African Rice Center and a shared
programmatic approach to rice in Africa in which IRRI will establish new initiatives in east and
southern Africa. However, it was noted that this progress is a function of personal relationships
at higher management levels and that, for sustainability, the SC recommends that these
interactions should be fostered at all staff levels. IRRI is to be commended in leading in several
different areas e.g. extending the responsibility of the Genetic Resources Center to include genetic
stocks, as otherwise these extremely valuable materials are very easily lost with staff turnover.

Even in a strong Institute there are always areas where added strength is required. The Panel
noted IPM as one of these and the SC agrees that an early CCER in this area would be valuable.
The CCER must address the issue of weeds, as weeds increase in importance as a constraint to
production as less water is used in rice production systems. Similarly, the SC concurs with the
Panel that IRRI’s social science work should provide more strategic value to the Institute from an
increased focus on high priority issues in rice. The SC would particularly like to see more
attention given to impact assessment of IRRI's overall efforts in rice research and not just at the
level of technology adoption projects.

The SC agrees with the recommendation to undertake multi-location yield testing as a means for
making greater progress in yield (irrigated environments) and in yield stability (rainfed
environments). This shift from past practice for irrigated environments will also take account of
the changes that will occur in water supply, since these irrigated environments can no longer be
seen as being uniform in water supply. The SC understands IRRI’s reluctance to commit
unreservedly to the expense of increasing to 30-40 trials sites. However, the SC believes that the
issue is vital and necessary to confirm that IRRI’s breeding approaches and strategy are optimal
and encourages IRRI to take this forward.

The SC is supportive, as was the Panel, of the hybrid rice program and the hybrid rice
development consortium (HRDC). The role for the CGIAR in these circumstances is to enhance
the broad genetic base on which production of hybrids is based and to maintain the widespread
availability of hybrid lines. Neither individual national programs nor the private sector will
necessarily respond to these public sector roles for hybrid development. The SC noted that the
initiative may catalyse the private sector in new areas. However, as there is already considerable
activity by the multinational corporations, IRRI should continuously monitor developments to
ensure that their program continues to reach farmers who would not otherwise have access to
hybrid rice.

The rapid growth that will accompany the large increase in funding is likely to involve
recruitment of an additional 20 IRS. The SC concurs with the Panel that this brings great
challenges for appropriate assimilation, mentoring and research management. There will be a
growing influence of project-based funding on the shape of the IRRI staff contingent. The SC
notes that a review of the matrix structure is already in progress. Whatever structure is adopted



in the future needs to provide agility in decision making. The SC would encourage the System
Office to move ahead with their intention to review best practices and structures for research
management across the CGIAR.









